JSTOR is a not-for-profit service that helps scholars, researchers, and students discover, use, and build upon a wide range of content in a trusted digital archive. We use information technology and tools to increase productivity and facilitate new forms of scholarship. For more information about JSTOR, please contact support@jstor.org. This paper examines the impact of women's proportional representation in the upper echelons of organizations on hierarchical and peer relationships among professional women at work. I propose that social identity is the principal mechanism through which the representation of women influences their relationships. Both quantitative and qualitative analyses of interview and questionnaire data are used to compare women's same-sex relationships in firms with relatively low and high proportions of senior women. Compared with women in firms with many senior women, women in firms with few senior women were less likely to experience common gender as a positive basis for identification with women, less likely to perceive senior women as role models with legitimate authority, more likely to perceive competition in relationships with women peers, and less likely to find support in these relationships. These results challenge person-centered views about the psychology of women's same-sex work relationships and suggest that social identity may link an organization's demographic composition with individuals' workplace experiences. ' Changes in the demographic composition of the labor force are creating more opportunities than ever before for professional women to work with and for other women. If similarity on attributes such as sex makes communication easier and fosters relationships of trust and reciprocity, as some research suggests (Lincoln and Miller, 1979; McPherson and Smith-Lovin, 1987), then these relationships have the potential to provide women with an important source of emotional and instrumental support (Kram, 1986; Ibarra, 1992). Yet research investigating the quality of women's same-sex work relationships has yielded inconsistent results (for a review, see O'Leary, 1988). These studies support one of two competing stereotypes about women's relationships. According to one stereotype, women are insecure, overcontrolling, and unable to engage in team play (e.g., Hennig and Jardim, 1977; Briles, 1987; Madden, 1987) ; their relationships are therefore competitive and difficult. According to the other stereotype, women are relationship-oriented, nonhierarchical, and interested in sharing power and information (e.g., Helgesen, 1990; Rosener, 1990), which reinforces the notion of solidarity among women and portrays their relationships as mutually supportive. In light of these inconsistencies, further research is needed on work relationships among women and how they might contribute to women's career success. Proponents of both views rely on women's sex-role socialization to explain the personality traits and behavior patterns they attribute to women, largely ignoring the sociocultural contexts within which women work. These accounts assume that role socializations based on sex are always activated and that they are activated in psychologically similar ways for all women (Wharton, 1992). In addition, researchers focusing on women's sex-role socialization compared with men's may attribute sex differences in patterns of relationships to dispositional differences between men's and women's orientations 203/Administrative Science Quarterly, 39 (1994): 203-238 toward interpersonal relationships when social structural explanations may be more valid (Moore, 1990). These person-centered explanations reinforce constraining, often negative stereotypes about women and their capacity to work productively with one another (Kanter, 1977; Riger and Galligan, 1980; Keller and Moglen, 1987). Two theoretical perspectives relevant to this topic that may be more promising than sex-role socialization are social identity theory (Tajfel, 1978(Tajfel, , 1982 and organizational demography (Martin, 1985; Konrad and Gutek, 1987; Zimmer, 1988; Yoder, 1991) . This paper unites work in these two areas and extends each to address questions about relationships among women at work. Social identity theory explicates how social structure informs the meaning people attach to their membership in identity groups, such as sex, and how this in turn shapes their social interactions with members of their own and other identity groups. Research on organizational demography investigates the disproportionate representation of some identity groups over others as an important factor in the social structure of the work environment that may influence these processes (Wharton, 1992). Taken together, these two perspectives offer a psychological account of how demographic structure influences the kinds of work relationships women establish with other women. A widely documented finding in the social identity literature is that people prefer to interact with members of their own identity group than with members of other groups (Tajfel, 1982; Abrams and Hogg, 1990). This line of research has focused largely on situations in which in-group favoritism serves to enhance a person's positive self-image. This paper extends this research by exploring intragroup relationships in those situations in which clear and abiding status differences between groups create negative or ambivalent feelings in members of low-status groups about their group identity. Under these conditions, members of low-status groups are more likely to engage in self-enhancing strategies that undermine solidarity within their groups (Lambert et al., 1960; Tajfel, 1981). Work relationships among women thus are likely to be negatively affected when there are large status disparities between men and women.
groups, members of low-status groups find it difficult to maintain positive in-group distinctiveness and hence find in-group interactions less attractive (for a review, see Hinkle and Brown, 1990) . Under these circumstances, members of low-status groups may engage in personal self-enhancing strategies. Williams and Giles (1978) have suggested that such people may actively dissociate from members of their group by attempting to distinguish themselves as exceptional or uncharacteristically worthy in comparison with other group members. When intergroup comparisons prove unsatisfactory, in-group rather than out-group members thus become the referents for self-enhancing comparisons. Under these circumstances, the self-enhancement motive threatens in-group solidarity, cooperation, and support (Williams and Giles, 1978) .
Another aspect of social identity, which has implications for relationships among members of a group, is group identification. According to social identity theory, identification with a group is "a perceptual cognitive construct . . . not necessarily associated with any specific behaviors or affective states" but, rather, based in a sense of oneself as "psychologically intertwined with the fate of a group" (Ashforth and Mael, 1989: 21). Members' identification with their group is strong to the extent that they perceive their own capacity to succeed in any given setting as dependent on how well other group members are doing. Identification with the group involves an emotional investment in both the successes and failures of one's group (Ashforth and Mael, 1989) and positive, negative, or ambivalent feelings toward the group and its members, depending on whether group membership bodes well or poorly for one's well-being (Tajfel, 1981 ).
Women's gender identity is one aspect of their social identity and refers to the meaning women attach to their membership in the category "female." Based on the assumption, well-documented in the research literature, that our society accords men dominant status over women (Webster and Foschi, 1988) , social identity theory posits that women construct their gender identity by drawing comparisons between their own group and men (Williams and Giles, 1978) . Such comparisons strengthen women's identification with women by reinforcing a perception of their own individual fates as interdependent with the fate of women as a group. In settings in which women can perceive their group favorably relative to men, as when there is evidence of women's advancement, women's identifying with women will be a positive experience and can serve to strengthen relationships among them. In settings in which women perceive little basis for drawing favorable comparisons and, instead, view their sex as a liability, as when there is little evidence of women's advancement, women's identifying with other women will be a negative experience and may actually interfere with the development of constructive relationships among them.
Organizational Demography
Demographic characteristics of organizations, such as race and sex segregation and group composition, help to shape
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Relationships among Professional Women the meaning people attach to their identity group memberships at work (Wharton, 1992) . This, in turn, structures people's relationships to their groups and, by extension, to members of their groups. While organizational demographics may thus be related to the nature and quality of work relationships among members of the same identity group, research linking organizational demographics to the development of work relationships has focused largely on interactions between members of different groups, such as relationships between men and women (e.g., Gutek and Morasch, 1982; South et al., 1982; Fairhurst and Snavely, 1983 ) and blacks and whites (Alderfer et al., 1983; Thomas and Alderfer, 1989). Kanter's (1977) analysis of the "queen bee syndrome" (Staines, Jayaratne, and Tavris, 1974) explicates the only direct theoretical link between an organization's demographic structure and the nature of work relationships between members of the same group. Queen bees are token women in traditionally male-dominated settings whom male colleagues reward for denigrating other women and for actively working to keep other women from joining them. Kanter's focus on token status as the critical explanatory factor in these relationships constitutes an important theoretical shift from the person-centered explanations of socialization theorists. Building on Kanter's approach, others have argued that additional aspects of demography, such as a predominance of one group over others in organizational positions of authority, also deserve consideration (Gutek, 1985; Yoder, 1991) . In particular, some researchers have speculated that white men's extreme overrepresentation in organizational positions of authority may have a negative impact on women and nonwhite subordinates (Konrad and Gutek, 1987; Ridgeway, 1988; Pfeffer, 1989) . Ridgeway (1988) has suggested that the disproportionate representation of men over women in senior organizational positions may highlight for women their limited mobility and reinforce their lower status as women, even in work groups composed entirely of women. When this occurs, women form lower expectations for the positions women, and they as women, are likely to achieve in the organization. Hence the extent to which power differentials exist along sex lines may help to shape the meaning women attach to their membership in the category "female." Hypotheses Hierarchical relationships between women. A correlation between identity and hierarchical group membership, such that men tend to predominate in positions of authority while women tend to occupy more junior positions, may communicate to junior women that membership in their gender group is incompatible with membership in more powerful organizational groups. In these male-dominated organizations, senior women, as members of these two ostensibly incompatible groups, may present a dilemma for junior women as they assess their own prospects for promotion. To make sense of a woman's rise to the top, junior women may come to view the possibility of success as available only to women who shed their feminine identity and are not truly women because they act like men or who have attained their positions of authority illegitimately. This tension may make it difficult for junior women to respect senior women and to use gender-based identification with them as a source of support, rendering the development of productive, developmental relationships with them unlikely. Identifying with senior women is a negative experience, since women's scarcity in senior positions bodes poorly for the fate of other women in the organization.
By contrast, when women perceive that the boundary to top positions is permeable, and it is credibly so, their gender identity is less likely to create problems, because they are less likely to perceive their sex as incompatible with success and promotion. Rather than presenting a dilemma, senior women in these sex-integrated organizations are likely to represent to junior women evidence of women's capacity to succeed, and identifying with women is likely to be a positive experience. Able to draw on shared gender, as well as benefit from differences in experience, knowledge, and skill, junior women are more likely to construct satisfying developmental relationships with their senior women counterparts.
According to this perspective, the relative presence or absence of senior women signals the compatibility between female gender and organizational success, making gender identification a more or less positive experience for junior women. This, in turn, has implications for women's hierarchical relationships. I expect that junior women in firms with few women in senior positions (i.e., male-dominated firms) will be more critical of senior women than will junior women in firms with a relatively high proportion of senior women (i.e., sex-integrated firms). More specifically, Hypothesis la (Hia): Junior women in male-dominated firms will be less likely to identify with senior women as a source of validation and support than will junior women in sex-integrated firms. Hypothesis lb (Hi b): Junior women in male-dominated firms will be less likely to view senior women's authority as legitimate than will junior women in sex-integrated firms. Hypothesis 1c (Hic): Junior women in male-dominated firms will be less likely to view senior women as good role models than will junior women in sex-integrated firms.
Peer relationships among women. If women seeking to advance in the organization perceive their gender as a barrier to upward mobility-a barrier signaled by a scarcity of women in senior positions-they may perceive links to other women as detrimental to their careers and thus may attempt to create distance between themselves and their women peers. Kanter (1977) reported that the men in her study often initiated and reinforced this tendency by setting up invidious comparisons between women in which one was characterized as superior and the other as inferior, exaggerating traits in both cases. The "successful" woman, relieved to be so judged, was then reluctant to enter an alliance with the identified failure, for fear of jeopardizing her own acceptance. Instead, she had an interest in maintaining the distance by reinforcing the perceived differences in their capabilities (for example, by comparing herself favorably with the other in front of her senior colleagues). Such attempts to
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Relationships among Professional Women maintain positive identity by differentiating oneself from fellow group members undermine solidarity within the subordinate group (Abrams and Hogg, 1990) . In this situation, women identify with one another in that they perceive themselves as interdependent because one's evaluation is contingent on the other's, but it is a negative experience. Kanter predicted that with larger numbers of women, supportive alliances would be more likely to develop. This study tests whether that predicted outcome may also be contingent on the degree to which women are represented in positions of formal organizational authority.
It follows that when resources and opportunities are scarce for women, relationships between women may also be more competitive. Keller and Moglen (1987) have suggested that in these circumstances women tend to compare themselves with one another, rather than with men, in their assessments of whether and how they will make it to the top. A perception that only one or two women will succeed may promote rivalries among women, pitting them against one another. This observation is consistent with Broder's (1993) finding that female reviewers for the National Science Foundation's Economics Program were harsher critics of women's proposals than were male reviewers. She attributed her finding to the small percentage of women academics in economics, which may lead women to compete with one another for what they perceive to be a fixed number of "female slots." Again, this is a situation in which women identify with one another because they perceive their fates to be interdependent, but the experience is a negative one.
By contrast, women in firms with higher proportions of senior women may experience their working environment as more hospitable to women, and it may easier for them to identify with women peers as positive sources of support, rather than as competitors for limited resources. This leads to the following hypotheses: Hypothesis 2a (H2a): Junior women in male-dominated firms will characterize more of their relationships with women peers as competitive than will junior women in sex-integrated firms. Hypothesis 2b (H2b): Junior women in male-dominated firms will characterize fewer of their relationships with women peers as supportive than will junior women in sex-integrated firms.
METHOD

Sample
The main criteria for selecting the organizational domain from which to draw a sample of participants for this research were (1) variability across organizations in the proportional distribution of women and men in senior positions and (2) comparability across organizations in hierarchical structure (i.e., what was a senior position in one was comparably senior in the other), overall size, type of work, and proportional distribution of women and men in junior positions. Law firms, with easily identifiable partners and associates and with status and job responsibilities relatively similar across firms for people in these positions, met these criteria. In addition, law firms have structures similar to other organizations of professionals, including accounting firms, management consulting firms, and universities, in which up-or-out policies typically govern career paths and women encounter similar barriers to top positions (Chamberlain, 1988; Morrison and Von Glinow, 1990 ).
I identified eligible law firms from the 1987 NALP Law Directory, which presents demographic and other descriptive data for over 1,000 law firms in the U.S. In the top 251 U.S. law firms, the proportion of women partners averages 11.1 percent and ranges from zero (in one firm) to 23 percent (in two firms) (Epstein, 1993). I defined a sex-integrated firm operationally as one in which at least 15 percent of the partners were women, because using a higher percentage would have yielded an inadequate number of firms from which to select. I further restricted the pool of eligible firms to those with at least 40 attorneys, since smaller firms were likely to introduce more variability in firm culture (Epstein, 1993). In the geographic area from Boston to Washington, D. C. (the area to which limited finances confined my data collection), eight firms of sufficient size met the sex-integrated criterion. I randomly selected four firms from this group. Three of these firms were large, employing at least 100 attorneys, and one was about half this size. The proportion of women associates ranged from 38 percent to 47 percent. Their legal work varied but primarily involved litigation and corporate, real estate, and labor law.
To control for the potentially confounding effects of these firm characteristics, I created a procedure for matching male-dominated firms with the sex-integrated firms. My operational definition of a male-dominated firm depended on firm size: For the larger firms, the criterion was no more than 5 percent women partners; for the smaller firms, it was not more than two women partners (or somewhat more than 5 percent). Using a uniform criterion of 5 percent women partners proved too restrictive, because I could not find a firm to match the small sex-integrated firm. This would have required finding a small male-dominated firm with only one woman partner, and there was none. I thus expanded the criterion for inclusion in this category to include small firms with no more than two women partners, while retaining the 5-percent rule for the larger firms. There were 66 male-dominated firms of sufficient size (at least 40 attorneys). From this set I selected four firms, one to match each of the four sex-integrated firms in overall size, geographic location, ratio of male to female associates, and types of legal work. Table 1 When participants explicitly discussed a particular theme in both positive and negative terms (for example, on the theme of women partners' competence, participants described both competent and incompetent women partners), I created separate categories to capture both aspects of the theme. Table 3 (1) statements that women partners were competent, (2) statements that they were incompetent, and (3) statements that they relied inappropriately on their sexuality to advance in the organization. Finally, there were two categories formulated directly from hypothesis lc, concerning participants' assessments of women partners as role models: (1) statements describing women partners explicitly as good role models and (2) statements describing them explicitly as poor role models. I classified each participant according to whether or not she mentioned a particular theme at any point in her interviews when discussing any or all of the women partners in her firm. Questionnaires. I then developed pairs of questionnaire items to tap perceptions of women partners on the themes 
Reliability and Validity
Interrater reliability. The content analysis reported here was part of a larger analysis of the interview content. The larger analysis involved over 100 thematic categories developed within seven domains. This study focuses on two of the seven domains: references to women partners and relationships with women peers.1 The large size of the complete data set and limits on my resources made it impossible to conduct interrater reliability analyses for all categories using all of the data. Hence, in accordance with standard practice, I sampled categories within domains as well as data to conduct these analyses. The content analysis of participants' references to women partners involved seven thematic categories. The unit for categorization was the participant: She either did or did not mention a particular theme in her interviews when she was discussing any or all of the women partners in her firm. Therefore, I made a total of 210 decisions (30 participants x 7 categories) when l categorized participants' references to women partners. For the interrater reliability analysis, I randomly selected four of the seven categories (57 percent) on which to train a second coder. I then randomly selected one participant from each of the eight firms, or 27 percent of the sample, and presented the second coder with these participants' references to women partners. In this way, the second coder categorized a randomly selected subset of the data; this subset involved 32 categorization decisions, or 15 percent of the total. The second coder was blind both to the hypotheses and to the type of firm from which a participant was drawn. In our independent assessments of the data, we agreed on 29 of the 32 decisions, or 91 percent of these cases. There appeared to be no systematic differences between our categorizations of data as a function of either firm type or category.
The content analysis of participants' relationships with women peers involved two categories. The unit for categorization was the relationship. Participants reported on a total of 135 relationships. For the interrater reliability analysis, I trained a second coder on the two categories and presented him with a random sample of 18 relationships (nine from each type of firm), or 13 percent of the sample. Again, the second coder was blind both to the hypotheses and to the type of firm from which a relationship was drawn. In our independent assessments of the data, we agreed on all categorizations of relationships.
Interitem reliability. Interitem reliabilities of the 18-item scale designed to assess attitudes toward women partners and the 10-item scale designed to measure attitudes toward women associates were .91 and .90, respectively, as measured by Cronbach's alpha. As the high degree of interitem reliability for both scales suggests, the pairs of oppositely worded items in these scales are not independent of one another; nonetheless, it was important to examine item pairs separately to provide specific corroborating evidence for the results of the content analysis. 
RESULTS
Hierarchical
Relationships I based hypotheses concerning women's hierarchical relationships on the notion that women in male-dominated firms may perceive a contradiction between being female and being successful in their firms. I had expected that this perceived contradiction would lead women to believe that success was available only to women who shed their feminine identity or who had attained their positions of authority illegitimately and, moreover, that these beliefs would compromise their ability to develop constructive relationships with the senior women in their firms.
Conversely, I had expected that in sex-integrated firms, the presence of a significant number of senior women would demonstrate to junior women that being female is not a barrier to success. I expected that this greater sex-integration at senior levels would create the conditions for more positive identification experiences, and hence more constructive relationships, between junior and senior women.
As expected, compared with participants in sex-integrated firms, those in male-dominated firms rated women partners more negatively on the 18-item scale designed to assess women's overall attitudes toward women partners. Results from separate analyses of interview themes and corresponding questionnaire items, shown in Tables 4 and 5 , respectively, provide some support for each of the more specific hypotheses concerning women's hierarchical relationships. Table 6 summarizes the statistically significant results from these two data sources. Positive gender identification. There was strong support for hypothesis la, that junior women in male-dominated firms would be less likely to identify with senior women as a source of validation and support than would women in sex-integrated firms. One indicator of such identification was whether or not participants reported feeling a bond of mutual understanding with women partners based on shared experiences as women. As expected, results from both the interview and questionnaire data showed that women in sex-integrated firms were more likely than their counterparts in male-dominated firms to report such feelings.
Participants in sex-integrated firms routinely attributed positive aspects of their relationships with women partners
to their shared identity as women. One participant referred Participants in male-dominated firms not only provided significantly fewer such accounts of their women partners; several expressed explicitly their disappointment and frustration with women partners for failing to meet their expectations in this regard. One participant described a woman partner in her firm as "just the opposite of why I described I like women. It doesn't seem to me that she's accessible at all as a person." Another said she expected "women partners to be nice to women because, gee, we're all in this together," and was sorely disappointed that this had not been the case in her firm.
As expected, the interview data showed that participants in male-dominated firms were more likely to criticize women partners for acting too much like men. One woman complained that the women partners in her firm were women "whose femaleness is not noticed" and who are "modeling more on men." Participants' perceptions of women partners in this regard contributed directly to their sense that they would receive little support from them. One participant explained: "The women who are going to become partners here are going to be women who act pretty much like men. They're not going to make things more tolerable for me, or change my chances of becoming partner." Items on the questionnaire designed to tap this theme did not yield significant results; however, consistent with the expectation that women in male-dominated firms will have problems with the way senior women behave as women, questionnaire data did show that these participants were more critical of the image of women their senior colleagues portrayed.
Legitimacy of authority. There was some support for hypothesis 1b, that women in male-dominated firms would be less likely than women in sex-integrated firms to view senior women's authority as legitimate. Although there were no significant differences in either the interview or questionnaire data between women's perceptions of women partners' competence (a legitimate basis for authority), women in male-dominated firms were more likely in their interviews to describe women partners as having relied on sexual attraction as an illegitimate strategy for achieving success. Likewise, on the parallel questionnaire items there was a marginally significant difference (p = .053) showing that women in male-dominated firms were more critical of their women partners for using their sexuality instrumentally.
Participants' accounts of women partners are especially illustrative of the problems sexuality posed for women's hierarchical relationships in male-dominated firms. One woman described two of the women partners in her firm as "horrible examples" for junior women: I based hypotheses about women's peer relationships on the notion that a scarcity of women in senior positions may signal to women lower down in the organization that their gender is a liability. I expected that this would foster competitiveness among women and inhibit alliances of support. As expected, compared with participants in sex-integrated firms, those in male-dominated firms rated women associates more negatively on the 10-item scale designed to assess women's overall attitudes toward women associates. Interview data confirmed the specific hypotheses about these relationships: questionnaire data were consistent with the hypotheses, but did not directly support them. Tables 7 and 8 , respectively, report these results. Table 9 summarizes the statistically significant results from these two data sources. According to this account, in order for each woman to express her competence, the other was required to give up a piece of herself: The respondent gave up dignity; her colleague had to give up power.
This account, like those above, suggests that women in male-dominated firms had difficulty perceiving their work accomplishments and competencies as independent of one another. In each, one's strengths (e.g., political connections, self-confidence, dignity, power) fostered in the other feelings of inadequacy or insecurity or, at the very least, a sense that there could be only one winner (as in a competition "over a man"). In male-dominated firms, this construction of competition as zero-sum was a consistent theme in women's more troubled accounts of competition. One participant attributed competitiveness among women directly to the law firm's promotion structure and to the fact that it had yielded few senior women: "It probably is more true in a law firm that has an up or out policy that women would have more problems with each other because there isn't that layer of senior women. . . . Your relationships with women are all people that are conceivably competitors." Others in male-dominated firms corroborated the view that limited access to senior positions may foster these kinds of competitive experiences:
It's a divide and conquer strategy on the part of men. . . . I can see it starting to happen in terms of the women who are thinking about how the men perceive them vis a vis the other women, and thinking that we can't all quite make it-that being a woman is going to be a factor in their decision, so what kind of woman do they want? It's very subtle. ... And I'm very concerned about that because I think that means we're going to modify our own self-concepts and the way we treat each other. I'm not so sure that isn't going to be somewhat painful.
Two other participants described this dynamic in action. They had observed women being especially critical of other women and questioned whether this was a strategy they might be using to gain a comparative advantage:
She does little things to me that I think are not fair. She will jokingly sort of disparage me in front of the partner. Accounts from other women in male-dominated firms suggested that senior men sometimes fuel women's competitive feelings by drawing comparisons between them. When relating a particularly painful experience of competitiveness, one woman described an event in which a male partner criticized her publicly for being less "lady-like" than her female colleague. "He played us off one another," she explained. Another woman from a male-dominated firm described "a rivalry" between another woman and her, generated by their shared dependence on a male partner for whom they were both working. She criticized her coworker as a woman who "exudes a lot of sexuality" and resented the attention she received from this partner when she flirted with him.
The repeated references to sexuality in these excerpts-the comparison between competition with women and "being jealous over a man," the competitiveness generated from jealousy over another woman's looks, and the criticisms that other women associates are "too flirty" or too sexual-suggest the variety of ways in which issues of sexuality were a source of disturbance in peer relationships among women in male-dominated firms. Questionnaire results supported this observation: Women in male-dominated firms were more likely to criticize their women peers for expressing sexuality in inappropriate ways and were more critical of the image of women their peers portrayed than were women in sex-integrated firms.
By contrast, women in sex-integrated firms encountered fewer problems in their relationships with women peers. In particular, they were less likely to experience distress in their relationships as a result of competitive feelings. A story one woman told of an incident with a woman peer with whom she felt competitive exemplifies the way competition operated in these relationships. When she was a junior associate, a partner had assigned her to a project with another woman associate who was in her same class year, a situation that assigning partners try to avoid because associates in the same class tend to compete at the same time for partnership. Due to a previous, unrelated misunderstanding about the project, the assigning partner and the interviewee were angry with each other. Consequently, the partner interacted only with the other woman associate throughout the project. "So she was in the position of having to handle [giving me work assignments] without making me feel like she was giving me orders," the interviewee explained. They arrived at a tacit agreement that forestalled conflict. The interviewee was careful always to solicit direction sq that her colleague did not have to give her 226/ASQ, June 1994
Relationships among Professional Women work assignments. In addition, each was careful to consult with the other throughout the project. Despite the discomfort they both felt, their shared understanding that the competitive situation was potentially divisive and unproductive led them to handle it so that it worked out well: "And she was good at handling the politics of the situation. She complained a lot about [the partner], which was something that was meant to make me feel better. So, we got it done. And she couldn't have done it alone at that level. But the two of us sort of advising each other could." These two women were able to divide the task and authorize each other to do their parts. In this way, the two were able to differentiate from one another, each bringing her own strengths to their task, without the emergence of envy or sense of loss evident in relationships among their counterparts in male-dominated firms.
A woman from another sex-integrated firm described a similar situation in which she and her friend were both eligible for early promotion to the same partnership slot. The interviewee was not chosen. The competitive feelings that ensued were channeled productively, however, into a win-win resolution. While this woman felt hurt at not being chosen and described feelings of competitiveness with her colleague, she was able to compare their strengths and weaknesses and the differences between them in the kinds of work they each preferred to do. On this basis, she was able to recognize, or at least rationalize, the decision as a just one. After her colleague was promoted, they worked together to gain an understanding of why the interviewee had not been chosen to fill the position. As a partner, her colleague was now privy to information that could help the interviewee understand and reverse the perceptions that had kept her from receiving the partnership offer. By sharing this information, her colleague made the interviewee's future candidacy for partnership much more viable.
These stories exemplify the way competitiveness tended to operate in sex-integrated firms. In both incidents, women recognized the structural realities of competitiveness in their relationships with other women associates. Moreover, they seemed able to use this understanding to turn potentially threatening situations with other women, in which a zero-sum orientation might have been dysfunctional both for the relationship and for the work, into shared gain through mutual support, i.e., positive-sum outcomes.
Supportiveness. As hypothesized (H2b), women in male-dominated firms characterized fewer of their relationships with women peers as supportive than did women in sex-integrated firms. Data from the interviews presented above suggest that the nature of competition in male-dominated firms inhibited the development of supportive relationships among women in those firms, whereas the nature of competitiveness in sex-integrated firms did not.
DISCUSSION AND CONCLUSIONS
This analysis demonstrates how structural features of a firm may affect the nature and quality of interpersonal relationships at work, casting doubt on wholly person-centered explanations for the difficulties often observed in workplace relationships among women. This study shows, instead, that social identity plays a critical role.
Social Identity and Women's Hierarchical Relationships
The results of this study suggest that women partners as women were a matter of special interest and concern for interviewees regardless of their firm affiliation. In this sense, women appeared to identify with women partners on the basis of shared gender group membership. The nature of interviewees' interests and concern varied, however, according to the sex composition of their firm's partnership.
I had reasoned that a scarcity of women in senior positions may signal to women lower down in the organization that their gender is a liability, making it difficult for them to identify positively with senior women. Such problems would then interfere in the development of constructive, developmental relationships that could help to elevate more women in the firm. Results showed, as expected, that shared gender provided little basis for validation and support in firms that appeared to restrict women's access to those positions. As expected, women's criticisms of their senior colleagues centered on their credentials both as women and as partners: Women partners not only failed to be the kind of women on whom junior women could rely for support but failed as well to be the kind of partner whose authority junior women could respect. Not surprisingly, these women were less satisfied with the image of women their partners portrayed and found them difficult to emulate as role models. The negative associations with women's gender in these firms, communicated by the scarcity of women in senior positions, seemed to remove gender as a potentially positive basis for identification and relationship.
By contrast, in firms that appeared not to restrict women's access to senior positions, women were able to use their identification with women partners as a source of validation and support. Interviewees in these firms raised far fewer concerns about the legitimacy of women partners' authority and, instead, viewed the success of some women as a signal of the possibility of their own. For these associates, the entry of women into the partnership seemed to indicate that they too could become partners and that their sex per se would not pose a barrier. Thus perceived inconsistencies between one's identity as a woman, on the one hand, and success, on the other, were diminished for women in sex-integrated firms, which helped them establish constructive developmental relationships.
Social Identity and Women's Peer Relationships
The concept of social identity is also useful for understanding the link between the relative presence of women in senior positions and relationships among women lower down in the organization. In particular, the degree to which women were represented in senior positions influenced the nature of women's identification with other women. This, in turn, shaped how they experienced competition and support in relation to one another.
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The most striking difference in women's accounts of their competitive experiences centered on whether they constructed competition as zero-sum or positive-sum. Zero-sum constructions made for more problematic encounters and were more evident in reports by women in male-dominated firms; positive-sum constructions generated more constructive outcomes and were more evident among women in sex-integrated firms. A related difference was the tendency of women in male-dominated firms to compare themselves directly with other women associates as a way of gauging their own success and relative opportunities for advancement. Women in sex-integrated firms did not show this tendency.
These findings resonate with clinical research that suggests that underlying these different constructions of competition may be differences in the way women identify with their women peers (Lindenbaum, 1987 Finally, the two data sources for this study did not always produce corroborating results. As shown in Tables 6 and 9 , there were three exceptions: perceptions that women partners act like men, supportive relationships with women peers, and competitive relationships with women peers. For each of these constructs, analyses of the interview data produced statistically significant results that were not replicated in analyses of the questionnaire data. Though this may cast some doubt on the validity of these results, the interview data suggest that the failure to replicate across methods may say more about the phenomena under study than about validity. The failure to obtain significant differences in participants' questionnaire ratings of their peers on the dimension of competitiveness may reflect participants' reluctance to report on their surveys the kinds of feelings that surfaced in interviews. Interviewees were especially reluctant to identify competitiveness in their 230/ASQ, June 1994 relationships with women. They often prefaced such statements with phrases like, "I hate to admit it but .... Sometimes when I asked if there were anyone on their relational map with whom they felt competitive, they would answer, "no"; and yet, later in the interview they would describe particular events or circumstances in those relationships that even they labelled "competitive." In addition, women were sometimes reluctant to describe themselves as competitive in any particular relationship and, instead, would attribute competitiveness to the other party. My coding scheme explicitly paid no attention to whom women blamed for any particular competitive interchange. Yet if participants interpreted the questionnaire items as statements about their own level of competitiveness, they may have been motivated to underreport its incidence, despite having described a number of competitive experiences in their interviews. These interpretations are consistent with the notion that competition among women is taboo (Miner and Longino, 1987) . Similarly, participants often discussed a feminist or ideological commitment to developing supportive relationships with women in their firms, and many participants described at least one woman associate in their firm to whom they went for support. The strength of even one such relationship, together with an ideological commitment to solidarity among women, may have prompted some participants in male-dominated firms to give higher ratings on the supportiveness dimension of the questionnaire. For these reasons, the correspondence between the number of relationships from the interview data that fell into a particular content-analytic category ("competitive" or "supportive") and the number a participant chose from the 1-to-5 scale on the questionnaire may have been relatively low. The fact that one of the two validity coefficients for both the competitiveness and supportiveness constructs was not significant supports these interpretations.
Implications for Theory and Practice
This study makes three theoretical contributions. First, it helps to clarify contradictory results and theories in previous research on women's relational versus competitive orientation with one another at work. While that research has tended to rely on women's socialization as a primary explanation, this study challenges these individual-level explanations by offering support for women's proportional representation in senior positions as a structural variable influencing their workplace relationships. The result is a more complex, contextual understanding of the impact of gender on women's organizational experiences.
Second, this study demonstrates the usefulness of social identity theory as a framework for understanding how demographic arrangements help people socially construct the meaning and consequences of their identity group memberships. This paper thus lays the groundwork for future research into the workplace experiences of members of other identity groups that have been traditionally underrepresented in positions of organizational authority, such as racial and ethnic minorities. In particular, these results add to our understanding of the organizational conditions that may enhance or undermine in-group solidarity. In addition, although researchers have traditionally used social identity theory to understand competition between groups, this study shows that the theory is also useful for understanding competition within groups. Third, this study extends the developing literature on organizational demography to include the impact of demographic composition across hierarchical levels of the organization by moving beyond the literature on tokenism to highlight the distribution of power within organizations as an important consideration in demographic research. Unexamined variability in groups' representation at senior organizational levels may explain Tsui, Egan, and O'Reilly's (1992) findings that women and minorities were generally unaffected by their demographic status in their work units. This study also has practical implications. At the organizational level, removing barriers keeping women from top positions may go a long way toward easing the stresses and facilitating more productive working relationships for women lower down in the organization. In addition, once they are aware of identification processes and their effects, women themselves will be better able to manage their interpersonal relationships at work and develop the constructive alliances and mentoring relationships with women that allow them to realize their potential. 
